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MEMOBRANDUM FOR: Exscutive Director-Comptroller
THRU : Deputy Directox for Sapport

SUBJECT : Executive SBeminar - Analysis of Critiques

1. This memorandum is {or inforzastion only.
2, Fellowin; the Executive Seminar in the Maaagerial Grid held at

25X1A -2 Fevraary 1565, the thirty-one participants were asked

to respond to apecific questions concerning the program. These ques-
tions elicited reactions to (1) the philosophy, mathod of instruction, and
program centent; (2) the degres of personal senefit received; (3) the
zenaral applicability of the Grid approach for the Agency; snd (4) the
concept of Yorganizationel development™, which envisages follow-up
phases of the Managerial Grid Program within componesnts of the organi-
sation, :

3. As of 1 April 1965, twenty-seven replics had been received,
Attacked is & detailed snalysis of the views, reactions, commaents, and
sbservations comtained therein. In broad terms, the responses reveal

3. A rsther strosy scceptance ol the program philesophy, cone
tent, and method of instruction,

b, An shmest unanimous expreseion of opinion that significant
personsl bensfit was recelved,

. A strong belisl that Fhase I would Le of benefit to others
{within the respendent’s component) and a ninety percent endorsement
of atother, similar seminar in May 1965,

d. Appreximately a thirty-{ive percent acceptance of the validity
o the "organizastionzl] development™ concept and introduction of FPhase
. A sumber replied that they did not understand the concept suffi-
ciently to make 2 judgment, Cthers suggested a "wiit and see”
posture until results of the Offics of Finasce Filot Froject could be
svsluated,
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4. Ino the overall, it is felt that we could not bave boped for a mors
ianvorable responss. While two or thres of the ;roup replied in negative
tsrms, mmore than twice that sumber wers dewaright enthustastic in
their appraisal. The remalning critiqgues reflectsd varying degrees of
acceptance raaging from "acceptaile™ to "whale-hearied sadorserent”,
Unigue, for this type of training, was the strong indication that not only
was the program accepted for what it was but the fact thet 80 many of
the group have already found practical application of the concept back
on the job., Tab B contalns & number ol direct quotations irom individual
critiques on this point,

5. Meanwhils plans are going ahead for the next Seminar and the
ssveral Deputy Directors have been ssked to nominste participents. The
next Serninar will be held st :rin; the period 16-21 May 1965,

MATTHEW BAIRD
Pirecter of Tralaisg

Attachments:
Analysis of Critligues {Tah A)
Guoted Coruments (Teal B)
Roster and Individual Critigues (Tal C)

OTR/IS/MTFE: oam (13 April 1965)

Distribution:
Original - Addressee (return to DTR)
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Anzlysis of Critiques ;CONF ’DENHAL

Executive Seminar - Mansgerial Grid
=12 February 196%

8. To wbat extest do you now accapt the courss content and philosnphy
Te. £e» the Grid framewerk, tearm effactivensss, confrostation)? To
what sxtent do you endorse the training method?

: Two of the twanty-seven replios were decidedly negative in
tose ~ ons felt that the whale concept was of Hitle value since 1t did not
desl sxclusively with resl manageroent problema of the Agency, yet he
did say that he receivad personal bemefit from sttending; the othar
described it as an "interesting innovation™ but considered the program
imbalanced and an atterspt to cover "too muck in too Mitle thme™, {This
is the anly instance in which this particular critigue resposded to speci-
fic questions, } The remalning twenty-five critiques accepted the philoso-
phy, method, and content wiﬁh varying degrees of euthusiasm, Bome
characterized it as "good™, "sound™, “valid"; others as "au effective
method™ or “s wﬁcﬂu&y useful toal™; about 20 percent gave it "com~
plete” or "wholshearted'vadorsement,

. What medifications of method or coatent do you suggest?
Loounent: Cae-third of the group had o modificstions to suggast, The
remainder had » sumber of idens - some {mpracticsl, some aovel. Sug-
gested modilications are listed in order of irequency of mention:

u. Tatlor the program move to Agency sttuations {6)

25X1A b, Allet tire (up te two days) ad
of pre-woark before sermidnar begins (4)

¢. Elimioate ihe personsl feedback sessions {2}
4. Eliminste the Ceganivationsl Culture exercise (1)

25X1A ¢. Have N ta1x with the group at Headguarters after com.
pletion of the first set of pre.-work (1)
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f. Combine the Grid with other approaches (1)
&+ Changs team make-ups more {regueatly (1)
{5talf comment: Withis the context of the program's parpose and design

suggestion “e* sbove is considered to be the only one which 18 both
practical and petentially useful)

&+ Do you feel that class and tesn discussion of Agency mansgement
problems is appropriste during the weok?

Lommeunt: Sixtoen felt that the discussion of Agency managerment prob-
ms e proper. Seven {elt otherwise, basing their views op the baliei

that such discussions become emotion-charged and counter-productive

in the framework of this learning precess. Four favored the discussion

of Agency preblems "under conditions™ which would not let the discussions

Q. How do you feel about the use of outside consuitants?

Ceomoant: Two believed that cutside consxitants are unoecessary. The
rest favered their presence, some feeling that thay aze indispensable
and some fesling that they need Le present only for key lectures or fox
the mare senlor groups. In this conmection there were a number o

25X1A comments according I s marks for his intelligence and
ability as an tnstructor -consultant,

4. Would some other spproach (either in contest or mathod) be more
acceptatile to you persomally?

Lomment; Only four of the group suggested that other spproaches might
be belter or, rather, might be looked inte. Iu the mala thess wore sug-
gestions that the Grid Program bs vembined with some other recogaised
approach,

S+ Do you feel that you derived significam porsonal beneiit (rom the
Seminar 7

gL
{

Approved For Release 2000/0804™N }\-RDP78-06096A000400090001£-8*f,-w_ &

e A




; WRDP78-06096k900400090001 -8

CONFIDENTIAL

Approved For Release 2000/08/04:

03‘

: meats Almost without exception this question was snswered in the
affirmative,

L Do you ses any way of applyleg this Seminar experience to yous
awn jeb? What steps, i any, are you thinking of taking?

Commeat: Can-the-job appiication was generally acknowledged bat had
not besn put into practice sxtensively., There were, however, a eur-
prising number of participants who stated that they had slready intro-
duced the Grid approach in their offices with aoticeable success,

(Stafi conunent: Some of thase statements, and others of sigatficance,
are gquoted in 2 separate attachment, )

G Heow could this Seminar huve bees of mors beaeiit to you persanally?

Luunent: A variety of replics werse recelves to thia guestion, some
pcumi some directed to the course, The follewing lsting is not in

arder of priority:
- more thorough individual preparsation.

- more information on other phases of the Grid Program,
- a less exhausting schedule,

- & prior istroductory session at Headquarters,

- & Trowrittes text,

- greater focus sa Agency sroblems.

~ saore DDI-DDF balsace in team makeup.

~ "if my division chiefs had been on my teamn®™,

~ 41 I had not been yegular team chairroan®,

&. Do you belleve this Seminar would be of substantis] benefit to others
in your component?
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Comunent: Two criticues 4id not respond to thin question. All others
zoswered siffrmatively. In general, it was felt thut the exposure would
e most beneficisl down to and including branch chiefs. Chiefs of seme
smaller ofiices would ke all of their managers and supervisers o
have it, regavdless of grade. Unme person suggested that the inatruction
pe simed at Yyounger™” men, to jet them before their managerial styles
become too rigid. Ose felt that “every employse over US~12% would
venelit.

{3, Would you prefer sone other approezch to management improvement
in your sres of responsibllity? If so, what type and for whom?

Cemment: The large msajority (sbout eighty-five percent) said that they
bad no otber approach to suggest. A mumber of these, however, noted
that they had insufficient informution on other possibvle spproaches to
make & meaningiul recommendation, There were several strong sug-
jestions to the effect that (1) all doors should be kept open, and (2) =
studied sifort should be made Ly qualified persons to geot information on,
and evaluate, other programs to determine which single approach, or
combination, would best satisiy Agency needs,

(. Would you recommsnd a repetition of this Seminar {or the ssme level
of sifictal next May (1965)7 If so, how should the participants be selected?

Comment: Twenty-four of the critiqgues recommaended that aaother, similar
seminar be held; however, two of these suggested that it be postponed until
the {all of 1965 or sarly 1966, thus avoiding the spring and summer pariod
of employes travel to and from overseas. There was a split of opinivn on
the selection process, some fevoring iavitation by the Executive Ulrecior,
sthers ieeling that the Deputy Directors should select withia their own
components on & guota basis, Two critiques did not address themsslves

to this guestion., The remainisg one recommended agzinst a May seminar,
saying that the results of this snd previcus sessions should be evaluated
before & decision is made.

Crianizational Development

Q. Do you accept the validity of the concept of “ergenizationsl development™?
Do you see the additional phases of the Grid Frogram ss the anewer 1o this
concept? Would you want your unit trained in Phases I aad 17 At this

g
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point, what action do you now Lelieve the Agency shoul( take in regard

te the Mansgerial Grid Program, considering what you know abeut it,
what you kuow about ether programs, snd about components’ and Agency
needs in this area?

Comment: This was obvicusly a difficult question for meny beczuse
u) we have had no actusl vxperience with the concept, and (2) on the
vasis of limited information about the concept provided by the visiting
consultents it was hard to envisage the outcome of the program. Essen~
tinlly this wus 2 leck of anderstanding and, for this rexson, an unwilling-
ness by indlviduals to commit themselves,

in spite of the foregoing, howsever, thirty-five percent of the jroup
weare sufliclently conviaced that proceeding with the organizational
developrsnt concept (Phases 1, Bl, etc. ) would {ill the Agancy's needs,
Half of those were in the “strong endorsement” category. COf the remain-
ing sixty~-five percest {18}, six recommended continvance of Phase I;
six said that they had insuificient information te comment; snd the remain-
ing eix said that they could sot "buy® the concept en the information availa-
vle; their feeling wap either that the (rid concept should be merged with
other recogrized (undeiined) approaches, or that the Grid concept, as
they saw if, just wouldu't do the job,

{. Pleass sdd any impressions, reservations, and hopes net praviously
LcovETed.,

nt: The comments in reaponse to this guestion were random - some
were guite (a poiast. These are listed without refierence to priority, except
ior #1.

1. Relate the probleme in the program to Agency “real lie" situations.

{Statf comment: This suggestion is made more freguestly, probably, then

any other single one. We feel it hus merit - as {ar as getting st the "guts®

of Agency probleme is concerned, The essence of Phase I of the Grid
Frogram, bowever, is texching participants the fechniques of working

together in & tesin atrosphers. These tachoiques are a skill wnto thenwelves
and, emce learsed, can later be applied o on-the~job problems. They can best
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be I«um in 2 detached atuosphere, If an attormpt is mace tn t:ez;cﬁ

z:::; h!f:; i’éfé ::mm Mu, in sssence, that rarticipents should
imwr Je. *M technigue ! siqu » mf workiong tegether on problems is wihileh they
have mo onal stake - then, thay sre betier prepared to tackle sub-

tantive, a:w-&u»m ratters. The inadvisabdlity of tying this basic
concept 10 Ygolag” problems has been proved sver and over, ')-

' ' prograc {in {nd he } o _
findings upen which a judgment c:: e mfm’iwwt“?v etc. ) and report

3. Beveral critigues pointed out ths periodic conierences tovolving
v ' d ol t " ” 3 '
sentoy Agency afficials at & raote location ai's hﬁmmiﬂ and m:rdiné,
. ; LM 5L -

4. There wers convmeats stating that as he Semin
| ‘ _ e 28 2 result of the Sex :
am mestings of Agency aificials bave become mors gr#;%ﬁw ::é

mmeaningful,
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The followin; comments from individual critiques sre cuoted to emphasize

points raised in the critigue summary:

L

il

On_sdvance Preparation:

£31. "1 suggeat it would be extrevaely useful nnd would yield greater results

to bave sbout & two-bour lecture on what the seminar is about, sey ten days
to two weeks abead of the actusl seminsr. With some explanstory Lackground
I belicve most participants would not osly prepare themaslves better In the
sense of reading more thoroughly the muterial but would have bad time and

a better bseis for thinking about what was going to heppen in the seminar.

I feel thet many people, aot kaowing how the seminar was 1o be coaducted

ané baving only the vaguest notion of the objective of the gominar, 4id uot
fully prepare themselves either by study or by attitade. hid

Management Frosleme:

#4, "In cortain large corporations executives meet anvuelly to discass
the past year's sctivities and the next year's Gusiness. 1 think this kind
of tep-level stocktaking might be a useful way for CIA to weld ite peopls
closer together, While & mansgement course serves as & handy vehicle
for doing this, I believe the benefits weuld bes compounded by plasning o
conference sapressly for ths purpose of {1) airing Agency menagement
issues, and {1) providing overall program dirsction.”

§24, "I certainly bellevs that the discussion of the Agency meanagement
sroblerns ie appropriste (otherwise, whatl's the point); in fact, 1 orpuld
axpect that the gradual evolution of this training will focus almost entively
on Agency problems. 1 would hope, for the good of the Ageney, that this
course develop a 'sireng memory' in erder that the wisdom of compatitive
groups of its principal officers be reduced to practical use, Isuggest that
the application of this training to the Agency be discussed in the first hours
and the program graduslly be reoriented to concern itself with the indicated
'zoitest’ areas of Agency mansgsment,”

Approved For Release 2000/08/
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£13. "In addition to whatever benefits sny future self-improvement accrue
to ray own job, I huve somne tentative idess as to how the small group
bebavior experienced during the Seminar might be translated to both
ragular and ad hoc meetings of importance to TSD, 1intend, after 5
period of time goes by, %o oxperiment in this srea of TSD activities. ™

#18. V1 feal thet I have benefited from this course becsuse it not oaly gave
me a better appreciation of the dliferent approaches of others and their
official personalities, but it also gave me & better appreciation of how
others resct to me and the mansgement policies of CIA, s

uSome use of Grid ideas is already being achieved. As 3 growing
aumber of our people in Administration and elsewhere have finished the
course we {ind sur (rid jargon coming into wider use for discuspion and
understzoding of personnel and human relations within the Center.”

£19."A gemeral awarenssa of the philosophy of the Managerisl Grid Seminsr
is sssistiog mw in managing my own Diviston, I feel that I am taking addi-
tional steps to tap the crestive thinking of all individuals within the Divi-
sion, slthough I am sot planning any follow-up seasions of the type described
in the Seminar. ™

#20, "Unconscicusly, 1am alresdy beginning to apply some of the principles
and pbllesophy gained during this seminar to my management of my owa
component.

#23. "In the past two weeks 1 have consciously spplied these clarifications
or, if you like, new insights, with poticeable improved effectiveness.™

§24. "I hisve already begen using a ‘team’ based on some of the lessons
learned during the seminsy in my work in the development of case studies
DEX1A 1o be used in the Operations School acd/ I ! hove to tucorporate
some of the team concepts into our training programs.”

#21. " The Seminar experieace incresses my ability to act on a mumber of
concepts which I have held for a long time, Thes# are, in short, to
utilize 3, 9 concepts to the extent practicable, Iwould like to have my
four mont senlor officers take the course, "

CEIDENT.
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#1. "Iwould recommand that (s) principles of the Grid be accepted ns

& menggernent eammpat for the Agency; (o) efficers of the Division Btali
and Branch Chisi lovel receive the Grid Ssmminar; and (c) that an attermpt
ne maede to reduce the principles of management taught at the Seminar
to an Ageacy Executlves and Stalf Giflcers Manxal on Mavagement. ¥

#8. "l velieve the Agency should pursue an aggressive managerial
tmtﬂag program and consider the Orid system an appreprists mechsnlam, ™

F "Bemewhkers downstream & Fhase I group made up of selected
sarlier 'jrade' of the Grid Program and followin, s dey or two of sxush
25X1A  sup snd retraad clecuszeions lead vyl covld proditadly cenceatrate
its attention on the Orgssizstionzl Culture {our last exercise). Adter
cempositing theiy separate evalustions of the 20 aspects of Qrganicas-
tionsl Culturs, the Fhase Il Griders might profiteably seek ta define
in seme detadl the 7 or more kay itamas they think mest important 1o be
worked on and sslved as & vapis for ClA achisvernent of aven greater
eryenizationsl axcellence, Ths FPhase III exercise, if well doas, could
leud to & White Paper which mizht be very helpful to the leaders of the
near future.”
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